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Your dairy’s culture is more than yogurt or opera
Monty Miller and Neil Michael for Progressive Dairyman

People live and work in cultures. In fact, you 
have spent your whole life in various cultures, 
whether you realize it or not.

For instance, agriculture – the practices passed 
down through the ages to care for livestock, 
produce forages and grains, preserve natural 
resources and be sustainable – is, as the name 
implies, a culture.

In its simplest form, culture is how you get 
things done.

Cultures large and small
Do you have a culture on your dairy? 

Absolutely. When you visit a neighbor’s dairy or a 
dairy in another part of the country or world, after 
a few minutes, you probably say to yourself, “They 
do things differently around here.”

That is the difference between your dairy’s 
culture and their dairy’s culture.

Agriculture, and in particular your culture, 
gives humanity food security. The skills, 
knowledge and behaviors for making quality milk 
have been passed down for generations, taught and 
then reinforced in dairy science programs around 
the globe. Culture is how you know what to do 
and how you get it done. But how well do you 
understand this concept and its potential impact on 
your dairy?

Over the next several months, a series of 
articles in Progressive Dairyman will explore 
culture on dairies – what it means, how you 
measure it and how you can improve it on your 
operation.

“It’s easy to buy the equipment and the tools 
employees need to get the job done,” notes John 
Pagel of Pagel’s Ponderosa Dairy LLC, Kewaunee, 
Wisconsin.

“But it’s the management tools like 
understanding what culture is and how to impact 
it that are the type of tools we really need to help 
managers,” he adds. “We’re trying to be better than 
what/who we are, and that’s very important.”

Where does culture come from?
Before you can influence and change your 

dairy’s culture, it will be helpful to understand a 
little more about culture.

Is the culture on your dairy a direct result of 
your efforts? Yes and no. The vast majority of dairy 
farms are multi-generational, meaning significant 
practices have been passed down from previous 
generations. In the blank space in Figure 1, jot 
down who taught you how to care for cows, calves 
and heifers; how to feed your animals; how to milk 
a cow; and more.

It was most likely a parent, a grandparent, an 
aunt or uncle, some family member – or maybe an 
employee you were teamed up with on your first 
dairy job.

Does that mean culture comes from 
apprenticeships? Sort of. People do a lot of learning 
by watching others, doing it themselves and 
discussing. Plus, people obtain an emotional high 
when they do it themselves and get it right, which 
reinforces culture – the way you get things done.

In other words, culture comes from what is 
learned from prior generations as well as what 
individuals learn from their own experience and 
then pass along to others.

have a bearing on your culture.

Culture in action
Following is a real-life example of how culture, 

or “how you get things done,” impacted a dairy’s 
productivity, personnel, morale and performance. 
This is just one of many examples that will be 
shared and examined throughout this article series.

A manager has been employed for more than a 
decade on an upper Midwest dairy and crop farm 
and is in charge of the crop side of the business. 
The team members were frustrated with their 
manager, as he did not communicate frequently 
with his team and often retained information until 
it was time to do the work.

The team wanted the manager to better 
leverage their knowledge and talents and be more 
engaging on planning and organizing, plus all 
employees wanted to be more prepared for the 
upcoming day’s work. This subculture of the farm’s 
culture was an opportunity to get work done in an 
efficient, effective manner.

The farm owner saw an opportunity to help the 
team as they were getting “knee-jerk” instructions. 
Everyone was overwhelmed with messages being 
texted back and forth about which fields employees 
were to perform work in, where to go after they 
finished and overall expectations.

The owner is very committed to resolving the 
situation with the manager and team.

To find a solution, the dairy brought the entire 
team together to understand individual members’ 
unique sensory and cognitive differences and 
address opportunities. The process created positive 
change within the team by engaging the members 
to find solutions.

Now the team has greater respect and 
tolerance for individual differences, enhanced 
communications and sharing of ideas. And team 
members feel like their team is progressing in 
a better direction. To be long-term beneficial, 
these types of efforts require the support of dairy 
leadership – it is seldom a one-time meeting.

The steps taken to tackle the situation and the 
resulting outcome will be shared in future articles 
in this series, so stay tuned.    

Monty Miller is the owner of International 
Performance Solutions, a consulting practice that 
engages in training, development and organizational 
change. Neil Michael is global tech services manager 
with Arm & Hammer Animal Nutrition.

Reprinted from July 19, 2015

There are methods for 
getting work done and a 

desire for these behaviors 
to be done consistently 

right. The word ‘protocol’ 
comes to mind. When 

everyone follows protocols 
many times and in a 

number of different areas 
on the dairy, it creates  

your dairy’s culture.

Again, what is culture?
A formal, academic definition of culture offers 

more insight. Author Edgar Schein defines culture 
as, “A pattern of shared basic assumptions that the 
group learned as it solved its problems of external 
adaptation and internal integration that has worked 
well enough to be considered valid. Therefore, 
(these basic assumptions are) to be taught to new 
members as the correct way to perceive, think and 
feel in relation to those problems.”

Note the phrase “taught to new members as 
the correct way to perceive, think and feel.” This is 
the challenge or opportunity to create, modify or 
destroy culture on your dairy.

There are methods for getting work done and 
a desire for these behaviors to be done consistently 
right. The word “protocol” comes to mind. When 
everyone follows “protocols” many times and in a 
number of different areas on the dairy, it creates 
your dairy’s culture.

These methods and protocols become “how we 
do things around here.” And that is culture.

Many factors influence your dairy’s culture. 
Climate and weather dictate facilities, housing 
and cow comfort. These conditions create 
traditions like the idealized red dairy barn. 
Environment and weather also influence your 
protocols and behaviors. Hence, they impact the 
behaviors of employees, managers and owners. 
Your decisions to raise forages and other crops also 

MANAGEMENT
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FIGURE 1 In this space, jot down who taught you to care for cows, to feed animals or to milk a cow. Read this 
article to learn about how these individuals have influenced the culture on your dairy.
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The measure of a dairy’s culture
Monty Miller and Neil Michael for Progressive Dairyman

As outlined in the first article in this series, 
culture is the practices and behaviors woven 
together that create how work is accomplished 
on your dairy. It also includes employees’ 
perceptions of their work environment. (See the 
article on page 24 of the July 19, 2015 issue of 
Progressive Dairyman.)

All dairies have unique characteristics 
that support or detract from the operation’s 
productivity, efficiency and effectiveness. 
The key is to understand and then guide your 
dairy’s culture so the work gets done while 
personal team member growth is fostered and 
encouraged.

It’s one thing to know what culture is and 
quite another to assess and measure culture on 
individual operations. Although culture is an 
abstract concept, it can be measured with the 
right tools.

An objective assessment tool is available 
to delve into the behaviors and attitudes that 
impact a dairy’s culture to help understand it. 
Only once this data has been obtained can a 
dairy really begin to evaluate the impact of its 
culture and determine where improvements can 
or should be made.

Opportunity, not threat
Before delving into any data, however, 

it must be made clear: Dairy operations that 
explore their culture have to enter into the 
process with an open attitude. The information 
and feedback generated by a cultural assessment 
must be viewed as an opportunity by the dairy 
and its team. Unlike other businesses, the 
operating cultures of dairies, as well as those of 
agricultural businesses in general, have not been 
studied in great depth. Nor has much been done 
to enhance the culture of dairy operations.

Dairies that decide to apply these tools 
to reveal their dairy culture find the process 
can take a good deal of energy to discover the 
operation’s constructive core. For the process to 
be effective, owners and their teams must look 
for opportunities to improve a dairy’s culture 
rather than focus on its problems and allocate 
blame to others.

As you might expect, dairy operations that 
choose to explore their culture often find the 
perceptions of owners, managers and employees 
are very different. The opportunities ultimately 
lie in defining the culture that will enable those 
who work on dairies to effectively deal with 
challenges and maximize productivity – and 
then take action to move the current culture 
toward that ideal.

Culture assessment
We are currently working with 28 herds 

(with more than 450 participants) undergoing 
this rigorous culture assessment process. It 
involves detailed, confidential individual surveys 
and group analysis under the guidance of an 
outside facilitator. The surveys are conducted 
online and are available in both English and 
Spanish.

The underlying leadership focus centers 
around the concept that the way you treat your 
employees is how your employees treat your 
customers.

On a dairy, who is the customer for most of 
the employees? Hopefully, the answer is, “our 
cows and calves.” The way owners, managers 
and peers treat each other is going to  impact 
how the dairy’s animals are treated. And that 
treatment can have a significant impact on 
the productivity and profitability of the entire 
organization.

By understanding the dairy’s attitudes and 
behaviors toward its customers, the organization 
is able to gain insight into its culture, hopefully 
leading to improvements throughout the farm – 
from people to animals to productivity.

Culture assessment
The culture assessment in use in this 

process is the Organizational Culture Inventory 
(OCI) available from Human Synergistics 
International. The inventory measures 12 
different behavioral norms, or styles of behavior, 
that might be expected of members of an 
organization (see Figure 1, page 5).

The 12 styles represent three general, or 
types, of cultures.

Constructive cultural norms are at the top 
of the circumplex (shaded in blue) and involved 
“expectations for members to interact with 
people and approach tasks in ways that will 
help them to meet their higher-order needs for 
satisfaction and growth.”

Passive/defensive cultural norms are in the 
lower right of the circumplex (shaded in green) 
and involve “expectations for members to interact 
with people in ways that will not threaten their 
own security.”

Aggressive/defensive are in the lower left 
of the circumplex (shaded in red) and involve 
“expectations for members to approach tasks 
in forceful ways to promote their status and 
security.”

Participants are asked a series of questions 
that, when tabulated, give scores and ranking 
for each of the 12 pieces. Participants take two 
surveys: a current assessment of their existing 
culture and an assessment of the future ideal 
culture.

The gaps or differences between the current 
and existing cultures help to identify the dairy’s 

strengths and opportunities for development. 
Ultimately, the information helps dairy owners, 
managers and employees to consider the 
behaviors necessary for the effectiveness and 
long-term success of their business.

Additional questions in the survey measure 
readiness for change, role clarity and conflict, 
how employees value the services offered to 
their clients and employee satisfaction. Finally, 
demographic data is gathered on roles on the 
dairy, age, education level, tenure, ownership 
relationship and so forth.

Initial results
Tabulated data from the participating dairies 

show they wish to grow the constructive culture 
on dairies and lessen the passive and aggressive 
styles.

The differences between the current and 
ideal culture of the dairies was then broken 
down by role on the operation. These results are 
presented in Figure 2 (page 5).

It shows the change in styles by roles on 
dairies between the current culture and the ideal 
culture for all 28 dairies. The first set of bars 
include 46 owners. The second set of bars are 
for 85 managers. The third set of bars are for 
301 employees. The last set of bars are for six 
consultants (nutritionists, veterinarians).

The group of participating owners believe 
that norms and expectations for constructive 
behaviors (blue bar) need to be increased by 63 
percent while norms for passive/defensive (green 
bar) and aggressive/defensive (red bar) behaviors 
need to be reduced by 19 percent and 21 percent, 
respectively, to maximize the productivity and 
long-term effectiveness of their dairies.

Specifically, owners believe that to maximize 
productivity and long-term effectiveness, those 
who work on their farms must:

• Understand the farm’s goals and processes 
and work toward achieving desired results 
(achievement)

• Actively build their skills and knowledge 
to achieve the goals and desired results (self-
actualizing)

• Openly communicate with one another and 
actively develop one another’s knowledge and 
skills (humanistic-encouraging)

• Collaborate with one another for the purpose 
of achieving goals and results (affiliative)

Similar observations – although, to a 
lesser degree – were shared by managers and 
consultants. Likewise, employees wish to 

MANAGEMENT



5

Reprinted from October 1, 2015

increase the constructive style but also ever so 
slightly increase the aggressive style and decrease 
the passive style.

Using the results
Producers who have participated in the 

first round of the program openly shared their 
data with fellow producers in sessions with a 
trained facilitator. This has resulted in powerful 
discussions on dairy human resource practices, 
procedures and overall leadership on dairies.

In the end, all producers formed immediate 
plans for next steps on their dairies to enhance 

FIGURE 1 Organizational Culture Inventory (OCI) Circumplex
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Members are expected to gain
enjoyment from their work and
produce high-quality products/services

Members are expected to set
challenging but realistic goals and
solve problems effectively

Members are expected to be supportive,
constructive and open to influence in
their dealings with each other

Members are expected to be
friendly, open and sensitive to the
satisfaction of the work group

Members are expected to agree
with, gain the approval of, and
be liked by others

Members are expected to conform,
follow the rules and make a good
impression

Members are expected to do what
they are told and clear all decisions
with supervisors

Members are expected to shift responsibilities
to others and avoid being blamed for mistakes

Members are expected to gain status
and influence by being critical and
constantly challenging one another

Members are expected to take
charge and “control” others and
make decisions autocratically

Members are expected to
operate in a “win-lose” framework
and work against their peers to
be noticed

Members are expected to avoid
making mistakes, work long hours
and keep “on top” of everything
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Research and development by Robert A. Cooke, Ph.D. and J. Clayton Lafferty, Ph.D. 

Copyright © 1987-2015 by Human Synergistics International. All rights reserved. Used by permission.

FIGURE 2 Owners perceive value in increasing constructive style and 
reducing passive and aggressive
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their culture to help move the needle closer to 
the ideal culture survey results. These plans are 
critical for success. What is the purpose of going 
through such an in-depth analysis without a plan 
for how to enhance the culture?

Productive and happy employees nurture 
productive and happy cows, and hence improved 
herd productivity; this is the benefit of a great 
dairy culture.

The next article will discuss in more detail 
assessment results and what they mean for the 
participating dairies, including real examples of 
how dairies have put results into practice.   

Monty Miller is the owner of International 
Performance Solutions, a consulting practice 
that engages in training, development and 
organizational change. Neil Michael is global tech 
services manager with Arm & Hammer Animal 
Nutrition.

DID YOU KNOW?

What enhances or 
detracts from a dairy’s 

culture?

It’s evident that there are several 
factors dairy owners, managers 
and employees agree make or 
break a dairy operation’s culture.
For example, the collective data 
from the 28 dairies participating 
in OCI assessment say these are 
the top four factors dairies need to 
grow and promote culture:

• Resolve conflict constructively*

• Treat people as more important 
than things

• Give positive rewards to others

• Use good human relations skills

And the top behaviors that drag 
down a dairy’s culture include:

• View work as more important 
than anything else*

• Personally run everything

• “Lay low” when things get tough

• Don’t “rock the boat”

*The 8 factors are statements from a survey 

used with the participating dairies called 

Organizational Culture Inventory by Robert A. 

Cooke and J. Clayton Lafferty, 1983, 1987, 1989, 

Plymouth, MI: Human Synergistics. Copyright 

© 1987, 1989 by Human Synergistics, Inc. 

Adapted by permission. The OCI items may 

not be reproduced without the express and 

written permission of Human Synergistics.
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Move culture in a positive direction
Monty Miller and Neil Michael for Progressive Dairyman

Enhancing your operation’s “constructive” 
culture is the most sought-after transition 
on dairy farms – and most organizations. A 
constructive culture encourages members to 
work to their full potential, resulting in high 
levels of motivation, satisfaction, teamwork, 
quality and growth.

In the second article in this series (featured 
in the Sept. 15, 2015 issue), the four styles of a 
constructive culture were explained:

• Achievement denotes “a culture where 
organizations do things well and value 
members who set and accomplish goals.” As 
a result, people in the organization have an 
understanding of the business’s focus and their 
role in achieving it.

• Self-actualization emphasizes “personal 
growth and development” of its members. 
Members continue to develop the skills and 
knowledge to be able to do more tomorrow 

than they could do today.

• Humanistic-encouraging places emphasis 
on “developing the knowledge and skills of 
others.” It ranges from owners and managers 
teaching and coaching to peers doing the 
same.

• Affiliative places a high priority on positive 
interpersonal relationships. Behaviors include 
open communication to show concern, 
cooperation and teamwork.

In other words, the constructive style 
places emphasis on:

• Individuals understanding their roles in 
achieving business goals (achievement)

• Developing their skills and knowledge to 
support achievement of those goals (self-
actualization)

• Doing so with the support of managers and 
owners who provide training and development 
opportunities (humanistic-encouraging)

• And everyone collaboratively working together 
to achieve the goals (affiliative)

When all people in the organization have 
this support and sense of clarity, progress is 
made toward a high-performance organization.

Figure 1 and Table 1  illustrate how a dairy 
participating in the Arm & Hammer Animal 
Nutrition AgCultures program has been able to 
positively influence the culture on its operation.

Participant feedback
Participants were asked how the 

organization has changed as a result of the 
Practical Neuroscience of Leadership program. 
Their observations are shown in Table 1, along 
with the correlation to which constructive style 
it is associated.

After observation by dairy leadership, managers and family, 
we are:

Achievement
Self-

actualization
Humanistic-
encouraging

Affiliative

Spending more time with the guys X X

Doing more to keep people informed X X X

Doing more cross training X

Investing in our people X X

Explaining in more detail the “why” X X

Aligning with people’s sensory and cognitive preferences X X

More patient in communicating with people X X

Working hard to constructively handle mistakes X X

Using mistakes as an opportunity to teach, a learning opportunity X X

Taking the “high road” and a more positive mindset X

Using the “low road” less often X

Educating our people X

Going out of our way to demo, show and discuss X X

Resolving issues faster, less procrastination X X

Showing how much we care X X

TABLE 1 Participant observations

MANAGEMENT
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Reprinted from Jan. 1, 2016

Overall, the strongest extensions are in the Aggressive/Defensive cluster.
With respect to the specific cultural norms, the ...

Overall, the strongest extensions are in the Aggressive/Defensive cluster.
With respect to the specific cultural norms, the ...

Primary style is Self-Actualizing

People are expected to:
• do even simple tasks well
• enjoy their work
• maintain their personal integrity

Secondary style is Perfectionistic

People are expected to:
• view work as more important than 
anything else
• keep on top of everything
• persist, endure

Primary style is Oppositional

People are expected to:
• look for mistakes
• question decisions made by others
• stay detached and perfectly objective

Secondary style is Avoidance

People are expected to:
• never be the one blamed for problems
• take few chances
• shift responsibilities to others

Current Culture
Dairy Color Code: Maroon
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Current Culture
Dairy Color Code: Crimson

N=38

79.25%

73.75%

70.5%

What does this mean?
Dairies can move the culture in a positive 

direction. As previously discussed, owners and 
families have an overwhelming desire to create 
constructive cultures and reduce defensive 
cultures on their farms.

This process takes time and does not occur 
as a single event. It works best if it is done in 
consumable pieces with participants going back 
to their job, applying knowledge with coaching, 
feeling success and then eagerly returning for the 
next feeding.

The results are best summed up by this 
employee when asked what the training has 

accomplished. “We have simply become more 
patient with each other as we have developed an 
appreciation for our differences,” he said. “As a 
result of spending more quality time explaining 
and teaching, we have developed more respect 
and tolerance for each other. It’s working.”

The next article in the series will explore 
the time and commitment needed to positively 
influence a dairy’s culture.   

Monty Miller is the owner of International 
Performance Solutions, a consulting practice 
that engages in training, development and 
organizational change. Neil Michael is global tech 

services manager with Arm & Hammer Animal 
Nutrition.

References omitted due to space 
but are available upon request.

FIGURE 1 Pagel’s Ponderosa – current from summer 2014 (left) and spring 2015 (right)

Research and development by Robert A. Cooke, Ph.D. and J. Clayton Lafferty, Ph.D. 

Copyright © 1987-2015 by Human Synergistics International. All rights reserved. Used by permission.
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THE ‘WHY’ TO REDUCE CONFUSION

Culture assessments:  
How to gain an accurate appraisal
Monty Miller and Neil Michael for Progressive Dairyman

Conducting a meaningful culture assessment 
takes time, focus and a sincere commitment to 
learn and grow – by dairy producers and dairy 
employees. A half-hearted attempt by either 
party results in a less-than-optimal outcome and 
may even damage the culture currently in place.

That noted, this exercise has the potential 
to help an operation make incredible strides 
in improving how the work gets done while 
encouraging personal and professional growth.

The point of conducting the survey and 
completing the program is to learn how your 
dairy’s culture is perceived, what the ideal 
culture will be and, most importantly, to create 
a dialogue between employees and management 
for achieving the desired culture.

Most people aspire to work in a constructive 
culture which creates the greatest levels of 
employee satisfaction and will likely lead, 
over time, to better employee retention and 
recruiting. You can achieve a constructive 
culture on your operation provided you foster the 
drive and commitment to help make it happen.

What’s involved?
The assessment that’s been described in this 

article series can be daunting when taken in its 
entirety. But as participants have learned, when 
you break it down into steps it becomes much 
more manageable, especially when the potential 
rewards are considered.

Here’s a short summary of the process to 
better understand the commitment required of 
leadership:

• Conference call to understand process and set 
expectations

• Identify 10 to 15 people on your farm to take 
the survey

• Brief these individuals on the purpose of the 
surveys and time required of them

• Receive the OCI current survey link and 
provide it to participants (two weeks allowed to 
complete survey)

• Receive the ideal survey link and provide it 
to your participants (two weeks allowed to 
complete survey)

• Communicate with participants during survey 
periods to encourage completion

• Meet with facilitator to debrief results

• Share results with participants and discuss 
survey results

• Start process to create the ideal culture
It takes varying amounts of time to accomplish 

each of these components, yet each is critical to 
successfully create the desired culture on your 
operation.

Who should participate  
from a farm?

The most successful outcomes arise when 
a dairy includes a representative cross-sample 
of people to participate – from employees 
throughout the dairy and cropping organization 
to owners and office personnel, as applicable.

It’s recommended that the owner complete 
both current and ideal surveys, then ask 10 or 
more employees to complete both surveys.

Ideally, participants will be people 
employed by the dairy for at least a year who are 
committed to the dairy and whose perspectives 
you value and respect. These participants may be 
family members if they are active on the dairy.

Can they be consultants like your nutritionist 
and veterinarian? Yes, but only if they frequently 
work on the dairy.

Keep in mind that the most helpful 
information will come from employees who are 
deep into the day-to-day operations on your 
dairy.

The survey is available in English and 
Spanish. Participants need to be able to read 
and comprehend 150 questions and provide 
their responses on a computer-based survey tool. 
They also need to be available for two different 

People learn, understand and process 
information differently. Based on the 
Brain Pathways survey results for dairy 
personnel, the majority of employees are 
highly kinesthetic (hands-on learners) and 
sequential (appreciate understanding the 
steps and logic).

Given this information, as well as overall 
survey results, it’s obvious that this is a great 
opportunity to build role clarity on dairies. But 
it needs to be done in new and interesting 
ways.

The solution is more than simply creating 
procedures and protocols to read and 
see. A better way is to develop hands-on 
training and learning, with ample visuals and 
discussion to create learning and peace of 
mind employees are doing their jobs correctly.

Furthermore, dairies working to create more 
constructive cultures will be aided in this 
quest by teaching employees more than 
“what” needs to be done. Helping employees 
understand the desired outcome and “why” 
will help them better perform their jobs.

Get to the ‘why’
Jordan Leak, manager at Aardema Dairy in 
Wendell, Idaho, implements the use of a 
planning document with his managers to help 
reach this level of understanding.

When discussing an issue or opportunity, he 
asks the participant to write (kinesthetic) the 
plan for resolving an issue or opportunity. The 
employees create the steps, draw a picture 
and perhaps number the steps.

During the process, they discuss (the auditory 

part of learning) and they see (visual part 
of learning) the plan. This is using all three 
learning styles, plus it is very sequential, 
which all align with the Brain Pathways 
data on how employees on dairies like to 
learn and process information.

Finally, when done, who owns the plan? The 
employee does. And that increased level 
of understanding and buy-in greatly aids 
implementation when adopting or changing 
protocols and procedures. When people 
understand why things are done and have 
a hand in the process, it greatly reduces 
confusion while increasing acceptance. 
Role clarity increases as a result, which is a 
win for the dairy and for employees.

MANAGEMENT
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THE FUNCTION OF ROLE CLARITY: SURVEY QUESTION HIGHLIGHT

Role clarity seems fairly self-explanatory, yet is often an issue on-farm. It is 
imperative dairies get a handle on this concept. Employees need increased role 
clarity if the operation is to achieve greater success.

For example, the culture survey asks: “To what extent do you clearly know what is 
expected of you in the organization?”

You might be surprised by the answer – but you shouldn’t be. The following survey 
data are computed by generating the means and standard deviations for all the 
demographic subgroups. Based on 37 dairies and 571 participants, the following 
conclusions can be drawn about role clarity on participating dairies:

• Participants 50 years old or greater have the highest level and consistency in 
understanding their roles. Participants 30 to 49 years old have the lowest level and 
are also the least consistent in understanding their role in the operation.

• Consistency of answers is important because it establishes how well respondents 
understand where they fit on the dairy. The higher the level of inconsistency, the 
less role clarity these individuals possess.

• Results differ based on education level. Participants with a Bachelor of Science 
degree had the greatest level and consistency of role clarity, followed by people 
with a Master of Science or other advanced degrees. Those with the least role 
clarity and spread of scores were participants with a high school diploma and those 
who preferred not to respond.

• Consultants and managers have the greatest level of role clarity on the dairies. 
Participants with the lowest level of role clarity also have the least consistent 
responses.

• Members of the family who own the dairy have the greatest role clarity and more 
consistency of response compared to those who are non-family members.

• Participants who responded to the survey in Spanish had a lower understanding 
of their role and were more inconsistent in their answers. Participants who took the 
survey in English had a greater and more consistent understanding.

It’s appreciated
Ultimately, spending the necessary time giving employees new knowledge and skills 
is greatly appreciated. This process is supported and underscored by the data.

It creates greater connectivity with managers and owners. Plus, most of the 
participants felt they have to “think differently” at work. This aids in the retention 
of good employees, as well as attracting higher-quality employees since it supports 
their need for security.

Reprinted from February 7, 2016

time periods: first to take the current survey and 
second to take the ideal survey.

Survey explanations
Getting your team members comfortable 

with the concept of taking the survey is the 
most important step in the process. Based on 
experience, it’s suggested you share this seven-
step explanation with participating employees:

1 We are preparing to do a survey on our 
dairy’s culture; a culture is how we do our 

work every day.

2 You have been selected to do the survey 
because we respect your point of view and 

opinions.

3 We want you to be honest and candid in 
your answers as we want to enhance how 

we get work done and create satisfaction in the 
process.

4 There is absolutely no way we can 
determine the answers you give on the 

survey, and the confidentiality of all participants 
is protected. No reports are generated without a 
minimum of three participants. It is very safe, 
and there will be no negative ramifications.

5 When we get the survey information 
back, we will share the results, discuss 

what they mean and discuss how we can make 
our culture better.

6 By enhancing our culture, we will be 
happier working together, we will produce 

more high-quality milk, and we will attract and 
retain the best employees.

7 Then ask: Are you interested in doing the 
survey?

The process
Once you have buy-in by everyone involved, 

the process is pretty straightforward.

• Participants are provided with a computer 
link to the two surveys. The surveys will be 
conducted about two weeks apart.

• Participants will need about one hour to take 
the current survey.

• Two weeks later, participants will take the ideal 
survey. It will take less time – about 45 minutes.

Experience has shown that with Spanish-
speaking employees it is easier to conduct 
the surveys as a group, with each participant 
at individual computers where they can ask 
each other for interpretations of some of 
the questions. They will sometimes find 
the meaning of phrases like “rock the boat” 

challenging. It is also good to have an interpreter 
available to help address questions.

Once the survey results have been tabulated, 
the results are then shared with dairy leadership 
and the participants. It is this dialogue that 
helps the dairy address its culture, reinforce 
the positive and address potential adaptations 
needed to move the culture forward.   

Monty Miller is the owner of International 
Performance Solutions, a consulting practice 
that engages in training, development and 
organizational change. Neil Michael is global tech 

services manager with Arm & Hammer Animal 
Nutrition.

References omitted due to space 
but are available upon request.
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Case study: Culture in action during a tractor fire
Monty Miller and Neil Michael for Progressive Dairyman

Nothing sends a chill through a dairy 
producer’s heart like a barn fire.

Yet a recent fire on a Midwest dairy offers 
a fascinating illustration of how building and 
cultivating a strong organizational culture 
turned a potential tragedy into a triumph of 
training and teamwork, with empowered team 
members stepping up, putting the farm first and 
getting the job done.

The flames
Friday, Jan. 15, 2016, was a day much 

like any other at Pagel’s Ponderosa Dairy 
near Kewaunee, Wisconsin, with one huge 
exception: Late that afternoon, team member 
Ismael Chaves noticed the tractor used to push 
up feed in Barn 7 was on fire. If not contained 
immediately, the fire would quickly spread, 
threatening cows, facilities and equipment with 
potentially dreadful losses.

Unfortunately, barn fires are no stranger 
to the Pagel family. In 1985, they experienced 
a devastating fire that killed 48 cows, 50 
heifers and destroyed their freestall barn. Not 
surprisingly, farm safety and fire prevention 
are a high priority for dairy owner John Pagel. 
The dairy is located about 13 minutes from the 

nearest fire department, which underscores the 
need for preparedness by the dairy team.

The dairy developed a detailed farm safety 
and fire prevention program, which has been led 
by John’s daughter-in-law, Chase Pagel, since 
2012. “This training for our crew really paid off 
that Friday,” Chase says. 

The timeline
Thanks to this training, Ismael immediately 

called manager Santos Rodriguez, who was 
off-site and instructed Ismael to call 911. 
Ismael dialed as directed, then passed his phone 
to Rubin Gomez to speak to the emergency 
operator, since Rubin was more proficient in 
English.

Santos called Steve Witcpalek, dairy 
maintenance manager. Steve was attending a 
birthday party in the farm shop at the time of 
Santos’ call, and his crew sprang into action.

Steve, David Rodriguez of the maintenance 
crew and Josh Lambert of the maintenance crew 
and member of the Casco, Wisconsin, volunteer 
fire department grabbed shop fire extinguishers 
and quickly headed to the barns.

When they arrived at Barn 7, the tractor was 
completely engulfed, with flames rising about 10 

feet in the air. In addition, the fire had severed 
electrical connections to the barn; the only light 
source was the burning tractor.

Due to the fire prevention planning, training 
and commitment, these individuals used their 
knowledge and skills to extinguish the fire.

• Eugene “Geno” Brandl, responsible for 
monthly testing of all the fire extinguishers, 
knew exact extinguisher locations and rounded 
them up.

• Ponderosa team members hauled the 
extinguishers to the front-line firefighters.

• Josh’s firefighting experience taught him that 
all doors and ventilation should be closed to 
reduce air flow and electrical circuit-breaker 
boxes located and power shut down.

For 10 to 12 minutes, the team formed a 
supply line and fought the tractor fire. However, 
they soon ran out of fire extinguishers, but the 
fire was still burning.

The team turned to a bucket brigade, using 
the cows’ water source to ultimately get the fire 
under control. They had the fire extinguished 

MANAGEMENT
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Reprinted from April 19, 2016

when the local fire department arrived – about 
15 minutes after receiving the call.

Return to normal
After the local fire department determined 

the fire was out, the organization went into 
action, cleaning up debris and providing fresh 
feed to the cows.

Team members cleaned up the insulation 
and roof material that had fallen into the pens, 
restarted the rotary parlor and milked the cows. 
According to herdsman Chris Szydel, the cows 
were not overly anxious and readily let down 
their milk, likely due to the quick return to their 
regular routine.

Thanks to a committed organizational 
culture with a plan, the dairy was back to normal 
90 minutes after the fire was discovered.

More than words
Pagel’s Ponderosa has been diligently 

addressing their culture using the OCI for the 
past 18 months, and many elements of that work 
played out during the fire.

This cultural inventory measures 12 different 
behavioral norms or styles of behavior that might 
be expected of members of an organization. (See 
article 2, “The Measure of a Dairy’s Culture,” on 
page 27 of the October 2015 issue of Progressive 
Dairyman for more details.)

OCI and its components have become an 
integral part of the dairy’s daily actions – and not 
simply words. The assessment has empowered 
the dairy and its employees to more fully reach 
their individual and collective potential.

From concept to action
John Pagel has a sign in his office that says, 

“Failure is Not an Option,” a quote from Gene 
Kranz, flight director of Gemini and Apollo 
NASA space missions. This poster sends a pretty 
clear signal to all members of the dairy team 
to do their best. It also sums up the behavioral 
norm of “achievement” on the circumplex used 
in this cultural assessment process.

Additionally, Chase Pagel’s emphasis on 
knowledge and skills on fire and farm safety 

represents “self actualization” on the circumplex.
In fact, a number of OCI behavioral norms 

came into play the night of the fire.
For example, Santos, Steve, David and Josh 

were role models and likely crystalized formation 
of the spontaneous “self-directed” team and 
immediately had the commitment of all 
members, which is “humanistic-encouraging.” 
Finally, as good fortune would have it, some 
“affiliative” behavior occurred in the shop, 
meaning team members were present to address 
the pending disaster.

The affiliative behavior also played out in 
the spontaneous self-directed team, as each 
individual contributed based on their knowledge 
and skills, which aligned with the operation’s 
values. These values are defined as CARS:

• Communication

• Accountability

• Respect

• Sustainability

Building organizational understanding 
of values and high-road behaviors has been a 
critical responsibility for staff support specialist 
Mona Pagel. The effectiveness of these efforts 
was clearly demonstrated as employees positively 
responded to the emergency situation and 
brought the dairy back to normal routines.

Finding balance with other styles in the 
circumplex is also critical.

• Members of the dairy practiced Chase’s fire 
prevention plan, which is “conventional style.”

• Some “dependent” behavior occurred when 
Ismael called his manager, Santos, but Santos 
had the confidence that Ismael and Rubin would 
call 911. It was fortunate that Ismael did call 
Santos, as Santos called Steve, who was in the 
process of leaving the shop for home. Their 
“dependent” behaviors played out in the success 
of fighting the fire.

• Finally, on the passive side of the model, 
there was little to no “avoidance” detected, as 
no one went into the mode of “not my job.” 
Rather, everyone used high-road behaviors, a 
concept initiated from use of the brain pathways 
regarding team members’ sensory and cognitive 
preferences.

The team members of this dairy are 
primarily kinesthetic, then visual, auditory and 
sequential in their preferences. The bottom line 
is: When an action plan is created that takes 
sensory and cognitive preferences into account, 
members of the organization are much more 
likely to “work the plan,” which they did this day 
in an exceptional manner.

This situation demonstrates that deeply 
empowering employees has significant benefits. 
Had employees taken the low road, gone in to 
freeze and flight, practiced avoidant behaviors, 
waited for the fire department to arrive on a 
night the roads were covered with ice from 
a storm and air temperature hovered near 
zero degrees, the outcome would have been 
devastating.

The Pagels were very fortunate that the 
fire, while serious, did not end with cattle losses 
or employee injuries. Because culture can be 
understood, measured and enhanced, this dairy 
has reaped the benefits of continued investment 
in its people and culture.    

Monty Miller is the owner of International 
Performance Solutions, a consulting practice 
that engages in training, development and 
organizational change. Neil Michael is global tech 
services manager with Arm & Hammer Animal 
Nutrition.

When an action plan is created that takes sensory and 
cognitive preferences into account, members of the 
organization are much more likely to “work the plan”.
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AT A GLANCE

Dairies that want to build 

cultures that attract and 

retain the best employees 

must understand cultural 

differences between U.S. 

and Hispanic employees.

New data helps understand the dairy cultures  
of Hispanic, non-Hispanic workers
Monty Miller and Neil Michael for Progressive Dairyman

Overall, the strongest extensions are in the Aggressive/Defensive cluster.Overall, the strongest extensions are in the Aggressive/Defensive cluster.
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FIGURE 1 How all survey participants perceived their “current” culture

Since we first offered organizational culture 
inventory (OCI) assessments to dairy producers 
and their teams, data has been collected from 

37 U.S. dairies including more than 600 
participants. 

We’ve learned much about culture on these 
dairies and the role it plays in a farm’s success. 
We’ve come to understand more about the 
differences in how employees view and value 
cultural styles and the components that make up 
their individual OCIs.

Two of the most strikingly unique groups are 
those who completed the surveys in English and 
those who completed them in Spanish.

This article highlights the differences and 
measures being taken on dairies to address these 
two important dairy culture groups. Our end 
goal is to build cultures that attract and retain 
the best employees.

The OCI circumplex (see “The measure 
of a dairy’s culture,” published in Progressive 
Dairyman, Sept. 30, 2015) highlights the 
differences between participants who completed 
the surveys in Spanish and those who completed 
the surveys in English.

Current vs. ideal
Figure 1 shows how all survey 

participants perceived their “current” 
culture. Participants completing the current 
culture surveys in English indicated their 
cultures were primarily “Oppositional” and 
“Dependent.”

The perceived expectations for success in 
these cultures are to:

• Identify problems

• Be objective

• Follow orders

• Check decisions made with superiors

Meanwhile, participants who completed 
the Spanish version indicated their 
current cultures were “Perfectionistic” and 
“Conventional.” They indicated that:

MANAGEMENT
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Overall, the strongest extensions are in the Aggressive/Defensive cluster.Overall, the strongest extensions are in the Constructive cluster.
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Language: English
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FIGURE 2 All survey participants’ “ideal” culture

• Work is their most important endeavor.

• They must do all things perfectly.

•  They strive to avoid conflict.

• They want to follow protocols.

They also indicated in the constructive style 
a significant peak for self-actualization – the 
desire to learn and grow.

A second survey determined all 
participants’ “ideal” culture. See Figure 2. 
Participants who completed the English version 
want an ideal culture that is Humanistic-
Encouraging and Self-Actualizing. These 
are constructive cultures where there is good 
listening, conflicts are dealt with constructively, 
people are encouraged, work is done well, 
integrity is high, and they enjoy their work.

Participants completing the Spanish 
version indicated their ideal culture was 
“Perfectionistic” and “Oppositional.” Again, 
these individuals felt work is their most 
important endeavor, and they must do all things 
perfectly, coupled with identifying problems 
and being objective.

Figure 3 shows the negligible growth of the 
Constructive Style with those who completed 
the OCI in Spanish compared to those who 
took the survey in English.

Contrasting results
English-speaking employees have 

expectations of being engaged at a higher level of 
leadership. In general, the largest gaps between 
the current and ideal cultures are at dairies 
where conflicts are not dealt with constructively, 
people are not involved in decisions that affect 
them, people are not positively rewarded for 
good work, people are not treated as more 
important than things, and good human 
relationship skills are not employed.

It’s intriguing that Spanish speakers 
showed minimal desire for a more Constructive 
Style culture. Numerous factors may account 
for this phenomenon, including education 
levels, limited experience with cultures where 
personal growth and learning is expected, risk 
aversion, a different perspective on what is high 
performance, as well as immigration policies and 
rhetoric that creates uncertainty.

FIGURE 3 All dairies: English speakers have a far greater desire for 
constructive styles and less passive and aggressive
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Nevertheless, these two different outcomes 
raise important questions for dairy managers:

1 Why is there very little growth in the 
Constructive culture from “Current” to 
“Ideal” for Spanish-speaking participants?

2 Why do participants completing the 
survey in Spanish prefer the 

“Perfectionistic” style and believe migrating to 
“Oppositional” is ideal?

Cultural hints
Beginning in the 1960s, social psychologist 

Dr. Geert Hofstede conducted a global cultural 
study based on an IBM database. These results 
have been refined over the years. Below is a 
comparison of Mexican and U.S. cultures 
based on that data which may provide insight 
regarding recent OCI dairy survey responses.

Based on Hofstede’s work and illustrated in 
Figure 4:

• People in Mexico are generally more accepting 
of hierarchical order, which is “Power Distance.”

• Regarding “Individualism,” people in Mexico 
prefer greater levels of a tightly knit societal 
framework where family and friends look after 
each other in exchange for loyalty. People in the 
U.S. tend to focus more on “I,” and people from 
Mexico tend to focus more on “we.”

• Individuals in both Mexico and the U.S. lean 
toward “Masculinity,” where society’s preference 
is achievement, heroism, assertiveness and 
material rewards for success.

• Mexico ranks higher for “Uncertainty 
Avoidance,” being less comfortable with 
uncertainty and ambiguity, and less tolerant of 
unorthodox behaviors and ideas.

• Both Mexico and the U.S. have, in general, a 
“Short Team Orientation” and prefer to maintain 
time-honored traditions and view societal 
change with suspicion.

• Finally, regarding “Indulgence,” Mexico is 
higher, with a culture that allows relatively free 
gratification of basic and natural human drives 
to enjoy life and have fun.

Given these findings, it’s understandable that 
Spanish speakers who took the OCI survey will 
likely seek an ideal culture that’s “Conventional” 
and “Perfectionistic” to reduce risk and maintain 
their jobs.

These data suggest Spanish-speaking 
employees are often more comfortable in 
transactional environments. In other words: 
“If you do this, you will get this.” The typical 

hierarchical farm employment management style 
reinforces these cultural norms.

The 2016 IMD World Competitiveness 
Yearbook measures regulations, infrastructure, 
inclusion, prosperity and quality of life. It 
places the U.S. third, behind Hong Kong 
and Switzerland. Mexico ranked 45 on 
the list. Further, the 2016 Freedom House 
measurement of political rights and civil 
liberties indicates that the U.S. and Canada 
are in free status and exhibit the highest levels 
for both political rights and civil liberties. 
But countries such as Mexico, Honduras, El 
Salvador and Guatemala score lower for these 
same parameters.

As a result, Spanish-speaking employees on 
dairies often come from significantly different 
levels of social participation in business, 
community life and political engagement.

Knowing this, we have the opportunity, 
through deep engagement, to solicit their ideas 
and solutions, build new levels of retention and 
attract new employees. Ultimately, the majority 
of employees, regardless of origin, want stability, 
to enjoy their work, learn, grow, use their 
intellect as well as muscle and value loyalty to 
and from their employer.

Dairies can create Constructive cultures that 
attract and retain the best employees. And when 
this occurs, farms are more likely to experience 
greater animal welfare, higher milk quality, 
greater profitability and less stress for employees, 
owners and leaders.  

Monty Miller is the owner of International 
Performance Solutions, a consulting practice 
that engages in training, development and 
organizational change. Neil Michael is a 
veterinarian and the global technical services 
manager for Arm & Hammer Animal Nutrition.

References omitted but are available upon request.

Reprinted from March 12, 2017

New data helps understand the dairy cultures of Hispanic, non-Hispanic workers, cont’d from page 13

Hispanic workers, based on Mexico and Central America, have a strong cultural history of 
appeasement and collectivism; they obtain clarity and are a bit more impulsive.
Source: The Hofstede Centre, http://geert-hofstede.com/mexico.html

FIGURE 4 Hofstede comparison between Mexico and U.S. cultures
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ENGAGE TO CHANGE YOUR DAIRY CULTURE

To encourage more constructive and transformative behaviors, Aardema Dairy in Wendell, Idaho, and Pagel’s Ponderosa Dairy in 
Kewaunee, Wisconsin, have employed deep engagement of employees. Their desire is to find ways to enhance the culture to aid 
the recruitment and retention of employees.

These farms use bilingual focus groups to understand employees’ perspectives on numerous topics on their dairies, for 
example:

• How satisfying is your work?

• How well do you understand your responsibilities?

• Are you receiving the training and explanations to do your job?

• How confident do you feel when performing your job?

• Do you feel there is good communication with your manager 
and peers?

• Do your manager and peers help you do your job better?

• Do you feel respected by your manager and peers?

• How do we create a stronger team?
 
When the farms first began these sessions, initial observations found that employees were surprised to be asked these 
questions. They were being engaged with as opposed to being told what to do. It took them a few minutes to adjust to the 
discussions and to get their ideas on paper.

Once participants recognize there is a desire to learn their perspectives, they create transformative output, as has been the 
experience at Aardema Dairy and Pagel’s Ponderosa Dairy.
When employees were asked, “What is the value of working as a team in the parlor?”, their answers helped shape a more 
cohesive team and improved the dairy’s culture.

C
ou

rt
es

y 
p

ho
to

.

New data helps understand the dairy cultures of Hispanic, non-Hispanic workers, cont’d from page 13
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10 tips to enrich your dairy’s culture
Monty Miller and Neil Michael for Progressive Dairyman

AT A GLANCE

Analysis of organizational culture 
data from dairies reveals 10 
common behaviors employees 
desire most.

Note: This is the seventh and final article in a series 
about dairy culture.

Since 2015, we have offered the 
Organizational Culture Inventory (OCI) test to 
document cultures on dairies. Fifty-three dairies 
participated in the program, representing 564 
employees, 160 managers, 78 owners and 30 
consultants (veterinarians and nutritionists).

The OCI data gives producers a novel view of 
their business culture that may ultimately impact 
their reputation in their communities and their 
ability to attract and retain the best employees.

The practices encourage dairy owners, 
managers and employees to move beyond 
perceived behaviors and implement new behaviors. 
The importance of evaluating and enhancing 
culture is: It helps the entire team gain confidence 
their work environment may be enhanced to make 
progress toward the ideal culture.

Get to ‘ideal’
“Highly constructive and positive cultures” 

are the most desirable cultures to achieve from 
a human resources perspective and represent 
the ideal culture for dairies to aspire to. These 
constructive and positive cultures also support the 
production of quality milk and animal well-being, 
a win-win for dairy farms, team members and 
consumers.

However, not every dairy is operating at that 
sought-after cultural level. Based on survey data, 
there are 10 behavioral norms OCI participants 
cited as behaviors “to do more of ” to enhance 
their cultures – actions you can implement on 
your dairy too.

1 Engage your team in decisions.
Engage those for whom the change 
will have impact. Conversations might 

include questions such as, “Our somatic cell 
count is above 150,000; why do you think this is 
occurring?” “What are the options for addressing 
the problem?” “What is your recommendation for 
implementation?”

It can also be beneficial to ask employees how 
they define that the goal has been achieved. This 
helps gather input and determine knowledge and 
understanding at the same time.

2 Engage conflict; don’t ignore it.
It’s difficult to think of anyone who likes 

“dairy drama,” but it happens all the time. One 
reason may stem from owners and employees 
selectively communicating with people they 
have good rapport with while failing to openly 
communicate to the larger group. If you don’t 
nip this unhelpful conflict in the bud, it festers 
and grows – becoming normal instead of 
unacceptable.

When handled constructively, criticism 
can often be a source of innovation. 
Immediately engage the conflicts through good 
communications. Conversation may start with, 
“I have heard …” or “It has come to my attention 
that …” Emphasize it “takes a village” to 
accomplish your farm’s goals.

A “straight talk” conversation with your team 
shows you care, you are on top of operations, and 
you wish to focus on the organization’s well-being 
and that of its employees.

3 Focus on what’s right, not wrong.
It is easy to see what is not working. But 

how often do you see things being done as 
expected, done right, and you keep on walking or 
driving and don’t say a word?

It is the small stuff that makes the difference. 
When you see an action being done well, 
immediately give team members recognition. 
Encourage your team to find ways to offer 
positive reinforcement to each other.

It may sound like, “How I just saw you 
handle that cow, that was great! That is the way 
we want to treat our cows with care. Thanks 
for being a great member of our dairy!” Explain 
why it is important and reinforce. Remember 
“PPCP”: Praise in public; counsel in private.

Finally, say, “Thank you for doing this and 
the good work you do on the farm.” A pat on 
the back goes a long way to fostering a positive 
culture. Also, develop expectations and goals 
for your team and formally recognize excellent 
performance.

4 Encourage good to happen; don’t wait for it. 
As a leader, you see the range of skills 

and capabilities of your team. However, leaders 
often fail to point out strengths; therefore 
employees do not know what their leadership 
knows.

If you don’t point out the good, you don’t get 
the best behaviors from people. Help people see, 
feel and hear what you experience. Encourage 
them to do more of it; it works.

People thrive when they feel they are believed 
in. This is a pretty easy conversation to have: 
“How you just explained proper udder prep to 

Juan was excellent; please keep it up. I encourage 
you to do it even more. When and where do you 
feel you can apply it for other situations?”

Thank them for their great work and always 
positively reinforce desired behaviors.

5 Build constructive
human relationship skills.

No. 5 on the desired behaviors list is 
difficult to define. It may be described by what it 
is not. It is not being an autocrat, dictator or ogre.

Are you an ogre? If you are avoided, ignored, 
feel like people don’t pay attention to you, you 
feel a constant need for control, you are isolated, 
you strike fear in the hearts of others, and 
everything feels like a battle, you might be an 
ogre.

There are many reasons why intentions are 
perceived differently than intended. First and 
foremost, be honest and recognize how you are 
perceived. Change starts when deficiencies are 
acknowledged. Ask for help, and do three critical 
things:

• Listen

• Listen

• Listen

Then say, “This is what I am hearing you 
say.” The person is likely to say, “Yeah and …” 
Listen more and summarize. Then say, “I need 
your help. What can I do differently?”

Finally, thank them for their honesty and 
practice what they have coached. This feedback, 
when it comes from a sincere individual, is 
a gift – treat it as such. The results will be 
dramatic for you, your people, your friends and 
your family.

6 Encourage your team to think.
The greatest gift leaders can give to 
others is confidence in their critical 

thinking. Help your team problem-solve, make 
decisions, innovate and be creative. The most 
basic things leaders do is build the skills and 
knowledge of their people, enabling them to 
make good decisions and choices.

It sounds like, “What do you think is 
going on?” “How should it perform or what 
should we expect?” “What are ways of doing 
it differently?” “What do you recommend?” 
“What is the plan for doing it?”

Then, review, learn from mistakes and 
recognize success.

7 Focus on human well-being.
People want to be more important 
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than things. This basic leadership concept 
encompasses, “How you treat your people is 
how your people treat your customers.” For 
most dairies, the customers are the cows and 
calves. Therefore, emphasis on human well-
being pays dividends in animal well-being too.

Take care of your people; listen, engage 
and involve their whole bodies. Agriculture 
traditionally uses muscle, but engage people’s 
brains. This will result in creativity, innovation, 
commitment and loyalty.

Strive to make your dairy culture fun. 
Fun for adults is when they are intellectually 
engaged and respected. A fun culture is a 
magnet and enables owners to attract and retain 
the best team.

8 We, not me
The OCI program has demonstrated 

dairy producers look for many ways to support 
employees, including everything from farm 
visits by ophthalmologists to give eye tests to 
providing employee loans and helping with 
immigration issues and housing. But it’s also 
about paying attention to employee needs for 
doing jobs safely and well.

This may sound like, “I just saw you do this 
during clean-up. We are concerned about your 
safety and recommend a safer way to handle 
this task. Let me show you, and now you try it.” 
Listen, do, discuss, respect and consider their 
point-of-view if they make a good point. Be 
open to new thinking.

9 Listen to thoughts and feelings. 
Often, to get to the facts, you need to 

listen to feelings first. Most employees are 
highly kinesthetic or learn best by doing; 
their feelings and emotions are usually readily 
accessible.

One way to facilitate this is to communicate 
with people in their comfortable space or where 
they work – walk with employees and do their 
jobs with them to show them you understand 
and care about what they face every day.

This allows the auditory, visual and 
kinesthetic aspects of learning to be used to 

communicate their feelings and thoughts. This 
also helps when employees may have trouble 
communicating from a language standpoint – 
when they are in their comfort “space,” they are 
more open to learning.

Starting with, “How does this make you 
feel?” will open up the conversation and then, 
as you progress, help you obtain needed details 
and facts.

10  Actions, not words
Finally, role-model the practices and 

behaviors you want to see, hear and feel on 
your dairy. Actions speak louder than words. 
Owners, leaders, managers and family members 
must walk the talk. Be the change you want to 
see.

Changing behaviors in cultures takes time 
and patience, so pick one or two practices to 
focus on with your dairy’s leadership. It’s far 
more productive than attempting to implement 
all the practices at once. If you have stated farm 
values, align the desired behaviors with the 
values, as people appreciate alignment.  

Note: OCI references are from Robert A. 
Cooke, Ph.D. and J. Clayton Lafferty, Ph.D., 
Organizational Culture Inventory, Human 
Synergistics International, Plymouth, Michigan. 
Copyright 1987–2015. All rights reserved. Used by 
permission.

Monty Miller is the owner of International 
Performance Solutions, a consulting practice 
that engages in training, development and 
organizational change. Dr. Neil Michael is a 
veterinarian and the global technical services 
manager for Arm & Hammer Animal Nutrition.

3 MORE TIPS FOR ASPIRING 
MANAGERS AND LEADERS

For those in leadership 
positions – or those who aim 
for management roles – the 
OCI survey also holds helpful 
insights, particularly with regard 
to achievement. Participants in 
the survey asked for sufficient 
dairy insights so they can plan 
ahead, based on knowing the 
business direction and current 
needs. They also have a desire 
to be held accountable, as they 
are looking for the goals that 
help them prioritize and have a 
sense of accomplishment when 
achieved.

Therefore, to work toward 
a goal of being a manager or 
leader, an employee should:

• Know the dairy and farm.
Ask questions, learn and be in 
alignment with organization’s 
vision and mission.

• Plan and organize. Use your
dairy/farm knowledge and 
proactively plan with your team 
to get work done.

• Create challenging, yet
attainable goals. People and 
organizations thrive when they 
are fairly challenged. Recognize 
goal attainment.

When handled constructively, criticism can often 
be a source of innovation. Immediately engage 

the conflicts through good communications. 
Conversation may start with, ‘I have heard …’ or 

‘It has come to my attention that …’ Emphasize it 
‘ takes a village’ to accomplish your farm’s goals.

Reprinted from May 25, 2018
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To learn more, visit 
AHanimalnutrition.com




